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FITWESS REPORTING I CIA

Tals is a hlstorical summnyy of the developuent of the fitness reporting
gyatem in the Agency. Attachment 1 is a chart which briefly describes the
various fituess report forms which heve been uged or considercd. Decislons
oend slotements mode by the Corcer Cowncil in the development of a fitnces
reporting syston are briefly swmarized below.

I. FITiESS REPORTING 1047 « 1952

1, Civil Service Fom 51, "Report of Ifficiency Reting”, wos used
to evaluate lcodquarters persomol.

2.- Agoency Form 51-53, "3tatus end Efficlency Report”, wus used to
evnluate £ield personnel » this fom actuslly used in nany areas
overseas until Dec 1954. : :

It wvos felt that theve wns & need for more uniforudty in Agency policy aod
Procedures in evelunting persoonel. .

II., FITNESS REPORTING 1952 - 1953

l. Agency Form No. 37«151, "Fersonnel Evaluation Report"

&« The Personnel Evnluation Report wng adopted as the Amency ™ .
report o R 2o
L August 3952). our Persopnel Evaluatlon Report” wes an
Instructionnl gmuide in the use of the Personnel Evoluation
Deport which wus isoued Jolntly by the Office of Training

and the Dersonncl Office.

be The Personnel Evaluation Report was "esbabliched as e
principal means of developing the most ootlsfoctoxy working
relationship betwecn each individunl cnd-his supervisor."
This evaduniion wes In ters of the requircments of indi-
viducl's current position ond his potentinl for long-service
vith the Agency. It wos not o performmance or en efficiency
rating in the senose that the individunl was to bve
with others on the brals of a predetermined adjectival or
munerdcal scele.

C¢e {n 13 May 1954 the Corcer Service Board declded to abolish
the FER and use a new fitnesa report.

2. Ageuncy Form No 37-189, "Cercor Selection Report"

The Carcer Selection Report (Fom No 37-182 dated 1 Morch 1954)
, woes doveloped by @ Task Force, appolnted by Career Scrvice Doaxd.
¥ The FLR wes pieced into ectunl effect ia hesdquerters in November 1952 but wna
not approved by Chief, Admin Staff, DD/P for overseas use till swumner of 195h.
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8. If wos designed to provide the Corcer Jelection Donrd with
& speclolized rating roport to be used whon cousldering
individusis Lor membership in tha CIA Career Staff,

bs  The report wns to be applied only to euployves during their
krovisional period, would not be shown to the individual
. *ated, t0 bo used centrally by & few high-level Persons, and
to be carefully controlled. '

Agency Forn Mo 37-18), "Fitness Report” dated 1 Moy 1954

&s Agency Form Zo 37-18) wvos roviced end entitled Fitness Report.
Section III wos ndded. In this section the superviszor certified
he hnd discussed with the individunl his perfonmnce ond indie
catﬁumormmmmmmmrttothaimﬂﬁm

be  On 13 May 195% the Corcer Service Board declded that the Fom
e 37-107 "Fitness Report” (1) should be used for o midtiplicity
of purposes; (2) spplied to every individual in Ageney; (3) used
by locol a3 well o Hemdgunrters personnel officers 3 end (k)
ahowm to the employea et the option of the individunl surervisor.

ce F dated 21 Sept. 1954, stated policles ond
Focedures for preparation of Fom los 37-189. This form was
redesignnted Form No. 45 on 1 Jonuary 1955, :

Sgency Form livs 43, Fitness Report (Port 1) Performence ond Part II
Fotential -

&+ Rescarch on fitness reporting by the A end E Steff was conducted
ot the direction of Counclil from June 195% to Sept 1955,

be A twoepnrt form vos developed. The Fitness Report Questionnalre
was gent out to about 1,500 persons in the Agency on 1 January
1555. The Council discussed et its meeting on 2% Feb 1955 the

resulis of questionnnive (approximately 700 caupleted as of date
of meeting).

€ At its meeting on 13 July 1955, the Counell eppoin X1A%a
F consisting of Mesurs. and
to confer with Ciief, b33 . ollowing subjects
were discusaed by Cowncil:
(1) Usa of memorandm fop supergrodes.
(2) Chort form foxr reasslgoment end special veports.
- .
SalaleRel]
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(3) GCreater emphasis on perfommnce and less on intangible
rexsonality evaluation.

d. Coreer Couneil Meetine on 15 Sepb. 1955

(1) The proposed new Fitness Ieport Foma 45 (Part I end
Part II) was presented to Couneil by Tosk Force. The
only controversial matter was whethor or not the Fitness
Report should be shown to the employee being evolunted.
- It wna agrecd thot experience had shown thet en Agencyw

wvide policy on thiz multer wos neceassyy, 1A9a
revicwed the clrcumstances wnder which it night be
v unwise, cperationnlly, for a supervisor to show a Fitnesa

feport to the person boing evalusted, especinlly in an
oversens situntion. It was recopnized, lowever, that
since the 2l of 1552 it lhos been mndatory for the
supcrvisor to discuss the evelustion with the subject.

It woo recosiended and approved that the word "optionel”
be deleted from the Instructions in Fart I « Performance,
ond that "It 48 the policy of the Jgency to show" be '
inserted. The instructions in Part II - Potentisl roondn
the same; this part of the Fitoess Report would never be
shown. In isolated instsnces, vhere clrcumstoncesz exist
which muke it imprecticel operationslly or otherwize to
show the first part of the Fitness Report to the employee,
the gupervisor is xequired to so state; however, wben the
circunstences are altered, the report must then be shown

t0 the employce,

€. The publicetion of Form lo. 45 (Paxt I ond Port II) wos hold up
~untlil & queation roised by the Director could be resclved. The

Direcctor calted if the new Fltneas Report could be modified to
include the question, "lins the need for the Job wilch this
employee has been performing changed during the perlod undex
review?" A memorandum wns forvarded to members of Corecer
Council an 26 Ockober 1955 requesting cooment concerning the
advlsability of including this quesiion in Fitness Report. It
wug declded that it wms not cppropriste to reguire o supere
vioor to comalt himself on the necd for a purbiculer Job in his
unit without consultatlon with his chain of command or with
techalcal manegenment and support personnel,

£. Careor Council Meeting on 15 Dec 1955
'2 5X1A9 (1) presented schems for leunching new Fitneas
a port = o briefing for senlor esccutives and training
seaslons for senior administrative and persomnel officers.
- 3 -
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net to use sepaz: ers

(3) Fitness Report to be prepared in triplicate: one copy
filed in the ¢fficiel Fersonnel Foldex, one copy for
Coarcor Boaxd, and onge copy for action and reacarch.

() fole of reviewing officicl was discussed. The Council

- declded it waa improper $o require a roting officield to
change & repoxt. If rnting official consistently overw
rated, underrnted, or rated carcleosly subordinates, he
should be cvolunted accoxdipgly.

25X1A (5) #Agreed that a memorendum of evoluation could be prepared
- in lieu of Flinesas Report for supergradesn.

IIL. FITHESD REPORTING JAY 1956 - DEC 1957
1., Carcer Cowncll Meeting - 17 May 1956

Tha Council discusced the establishment of & "Watch List" - based
- on ratings on Fitness Reports. They discussed the use of temm
"medioerity” and it was egrecd that this tom wes cubject to mlg-
) interpretations. The tems "marglnal,"unsatisfactory,” “"insdequate,”

- ncompetent,” obce., are also vegue., The Council recommended that
¢riteria be developed to implement a stntement such as the following:
"elow CIA standards for the grade, for the followlng reasons.” It
oleo egreed that proper supervision and sdequaste documentetion of
substorderd performance in earlier stopges were essentinl to the
effective scparation of substandard ciployecs. '

2« Carcer Council Mecting 10 Janmuury 1957

8« Chief, A and E yresented proposed xevisions in Fitoness Report
Form 45 (Part I and Port II). Council approved:

(1) Complete revision of section dealing with supexvisory
- potential

*

(2) Research to be continued till Scpt 1957 with view to
presenting to Council comprehensive study of fitness
reporting system.

(3) Changes in foxa:
PRR .
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{(a) AdA Peroonnel sertel o,
(b) Add "Mumber of months under my supervision”

(c) Roviaion of stotements made by revicwing officisl
with view towaxd maldng his role more specific,

(a) Moalfication of Park I I = Sultabllity for Current
Job = to cosure that 1t wag sultobility for current
Job not overall suaitability,

(e} oOverall revicion of method my vhich supervisor
evaluetes suparvisory potential,

Y. suggested, (1) Moking & norretive eveluotion
LioTendun) when evaluating senior pergons down to G312 or
G3=13 level, (2) Bedueing the nuiber of sltematives in rating
slnce 1t is alfficult to interpret the slisght shades of meaning
thot individual supervisorsd attoch to multiple statements, and
(3) A Bimplified fitness repoxt form.

25X1A%9a R sgested requiring supervisors to take a short
> oo how to prepare a Fitness Beport -"that

nobody be ellowed ne wntdl he had done thig.”
25X1A9a - agreed. Mr. Kirkpatrick susgested
: ug cm.lacan@cbackmdmm,mm that gupere

; xe
visors know havrto do 1t (prepare fom)" and else sugcested that
fitness reporting be included in Besic Monapement Course.

4. Council egreed that Tosk Force would revise Form 45 (Paxt T end
Port II) in accordonce with changes proposed and conduet & pllot
run with 30 people, tea selected yersons frum DDI, DDS, end DDP.

25X1A93 3¢ Pllot run was mn@cted.m?and menbers of Task Force
- developed a now Fitneos POXe lome~-ong page eveluation and one
poge of ddrections. Thio was Iresented to the Council on
17 Jemuary 1953. (new festures of system end form deacrided in

v belD'J)-

The Task Force decided that a more simplified form was neceasary and
that the two part form wes not successiul. Showing Port I to the eme
Ployce and not showing Part waaaamurceoi’eonstmzttmble-mny
supoxvisors gpposed this Poldcy and 4id show Part II to the ¢
rateds. It was the coascasus of runerous operoting ond adminlstrative
officlals that the inforwation recorded in Fort IX (Potentinl) never
really served to identify employees who are intellectunlly outstanding
or those individuals who have leodership, force, and high potential for
gxrovth,

25X1A9%9a
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IV. FITHESS REPORTING JAN 1958 to 19061

1. Career Council Mecting 17 Jouary 1950
&+ The new form prescnted

- (1) was conteined in one poge end places emphasis on the
evalustion of the enployee's performance in his current

mtim .

(2) Fuphnsized norrative evalustion to 2dd information and
Justify relatively high or low ratings - potential may
be deacribed. _ }

(3) Innovated new system for submission of snnual reports -
a fixed schedule, based on grade levela, of due dates
for annual reportd. ‘

(4) Cextification by employee rated that he has scen the
report.

(5) Specific evmluation stotement to be made hy reviewing
officinl,

(6) Evelustion in memorandum form may be substituted for
Form No 45 for employeces in Orodes GS-l4 end above.

be Mr. Kirkpatrick stoted that the Director asked: “Is enything
being done about going back to the supervisor afterwards
(specking of employces to be separated) end finding out why
he gave them good Fitness Reports?" ©he Director stated
pupervisors must mork the Fitness Reports accurately and
fairly, even though they may be critical. '

25X1A9a ¢. Questions axcse reg e ue of having seven ratings
_. on specific dutiea. hought the scale of seven

25X1A9a woo an invitation to ; lon. Waa‘bed
people tend to be less discriminoting o - - gcale

thon on o sevan. The use of rating 7 in Section B "excels
anyone I know « « " was guestioned.

d. The Council epproved the proposed fom.MtgéX1Aga
that it wes planved to iantroduce the fo : in
& few restricted arcas, to check instructicns. If any major
changes wore made, the Council would be counsulted.

- 6 -
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2. Tha proposed Fitneos Report, Form 45 (8058) wos sent to 70
selected supervisors for reviev ond cament on 1 April 1958,

&. These supervisors were requested to prepare Fitpess Reports
on tvo employecs ot different grade levels and complete an
attoched questionnaire. It was the consensug of supervisors
who participeted (approximately 55) that the new form was
& greol improvement over previous forms,.

25X1A9a -- be studled results
, _ ng 683 _

(1) Some editorial and formot chanjes

(2) Section B - Nvnlustion of Perfommance of Specific
Dutica = Listed adjective rutings (unsatisfoctory,
- barely edequate, ece ble, coampetent, excellent,
superlor, outstanding) rather than statenents
"Pexrforms this duty in monner.”

(3) SBection ¢ = Dvnluntion of Overall FPexformance

(a) 51x statements reloting perfomsance to requircments
rather thon the five adjective ratings (unsetisfactoxy,
barcly adequate, sctisfactory, excellent, oubstandiggﬁ

25X1A%a () m felt that 7 ratings in Secticn B,
n Secvionr €, and 5 in Section D would force the
supexrvisor to give move thought to retings rather
thon eutometicslly reting en individusl “3 or &4
31 dovn the line,”

. (%) Section D = Deseription of Employee
{6) The 5 numerical rulings were deserided, The state
ment, "It is expected theat most retings will be 2,
3, or 4" vas deleted

(5) Hending ‘Forsonal Chorecteristics™ was changed to
“"Characteristics”

(6) Charecteristic "Discipline in Originating, Mointaining
and Disposing of Records” wos added ab request of DD/P.
Explanation of termn sdded to Instructions.

(7) Section Fa Cortification and Comments,changed

stotenent "I certify that I have scen this Fitness Rey;grt" to
- T -
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"I certify that I hove seen Sectiona Ay B, C, D
and E of this Report"

(These changes wore dlscussed ond mfomauy coordinated
with various officisls,.)

Fitneos Roport, Fom 45 (8-58) was avalletle to supervisors in
Nov 50. The now fitness reporting systen was fomually put into
effect on 1 Jaounry 1953, '

Carecr Council Meeting 5 Feb 1959

Re

De

The metter of review of Fitoeso Beporta by the 0ffice of
Trulning was discussed. - It was ogreed that ouch review had
been initioted oo o temporary study messure cad would be

. texminated st this time. _
" & change wes mode on Divections for Completing Form 45,

Fltness Report. Paragruph 2 wes changed to read, "The
Fitness Report will be sumitted 4in dquplicate to the lHead
of the Caxrcar Service concerncd. The Heed of the Careox
Service will retain one copy and will forvard the original
to the Office of Personnel."

-~ 8 -
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